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FOBEWORD 



The discussion vhlch foUovs Is a hrlef resume of essential princi- 
ples of organization vhlch are Inherent in the fraaevork, operation and 
structure of a going organization. The effort entailed In preparation of 
this docunent has been predominately an effort In self -enlightenment . For 
the past sereral years the vrlter has been associated vlth aatters and prob- 
1 leas of organizational effectiveness. During this time there has been ref- 

I erence on numexxius occasions to principles of organization or to violation 

: 

of principles of good organization. What are these principles to vhlch ref- 
erence Is so frequently oadeT Do they exist? Are they finite and veil de- 
fined? Do they have body and authority, and are they generally accepted? 

Or on the other hand are they Intangible, abstract and 111 defined? The 
I discussion vhlch foUovs, even though brief and Inconclusive, is the result 
I of a reviev of that vhlch Is allegedly the best and most authoritative In 
this field and Is an attempt to define and correlate those matters upon 
vhlch there Is substantial agreenent. Admittedly the field Is broad; there 

I 

Is, however, agreement as to certain precepts. There Is also some disagree- 
ment as to the definition, identity, grouping and application of these prin- 
ciples. An effort Is made herein to Indicate \ribat recognized authorities 
have to say about these principles. Little attempt Is made, except In con- 
clusion, to treat the application of these principles. 
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imODUCTION 

A principle has been defined as a fundaaental truths as a generally 
accepted lav or doctrine > or as a settled rule of action. Organization also 
has been Tarlously defixied. Most definitions ii: 3 >ly that organization has at 
I least two elezaents: (1) that of group effort; and (2) that of effort which 

> Is coordinated. One author states that organization Is required even for tvo 
aen to xBOve a large stone. ^ 

Brovn defines organization as, 

. . . that part vhlch each aecber of an enterprise Is ezQ>eeted to 
perform and the relations between such mesibers, to the end that 
their concerted endeavor shall be xiost effective for the purpose 
of the enterprise. 2 

Mooney states, 

. . . orgaizlzatlon Is the form of every human association for the 
attainment of a common purpose. 3 

GlUnor states, 

. . . any human association with a common purpose Is an organization.^ 

An organization may be conslderred to be a structure vhlch defines the 
responsibilities of members and the relations vhlch exist between them. In 

Vames D. Mooney, The Principles of Organization (New York: Harper 

and Brothers, 19^7) # P» 5» 

^Alvln Brovn, Organization - A Formulation of Principle (New York; 
Blbbert Printing Company, 19^5) » p. 6. 

^Mooney, on. clt.. p. 1. 

B. Gllliaor, A Practical Manual of Organization , Sec. 1, Book U of 
Beading Course In Executive Technique , ed. Carl Heyel (New York; Funk & 
Wagnalls Coopany, 19^) « P* !• 
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a sense organization Is the fonoulatlon of a Machine through which adnlnls* 
tration and mnageiaent achlewe a sought>for end* It is rery difficult to 
Isolate the structure of the loachlne froa the operation of the Machine and 
as a consequence most authors in this field are concerned with the function- 
ing of this oachlne as well as with the principles Involred in the formation 
of the structure. 

Although cooz^nated effort has existed since time immemorial it has 
not been vintll recently, conparatiyely speaking, that any con^lete or orderly 
atteapt has been made to Isolate and define the principles uhlch ara Inherent 
in organization. 

Mooney has made an exhaustive study of governmental, military, eccle- 
siastical and industrial organization in an effort to find underlying prin- 
ciples or precepts applicable to all forms of organization. He lists three 
basic principles: (1) the coordlnative; (2) the scalar; and (3) the func- 

tional. Each of these basic principles is further subdivided into subordl- 

5 

nate principles for a total of nine identifiable principles.^ 

Brovn, a frequently quoted authority in this field, lists and de- 
scribes in a specific nazmer ninety-six separate principles of organization.^ 
FoUet, who looks at organization In terms of cooardlnation and control, lists 
four fundamental principles of organization all dealing with some phase of 
coordination of group effort. She makes two Interesting observations about 
control and coordination. First, that control is coming more and more to 
mean fact-control rather than man-control and, second, that central control 
is coming more and xoore to mean the correlation of many controls rather than 
one superimposed control. Her views deal primarily with lazge indxistrial 

^Mooney, op. clt., pp. 5”32. 

^Brown, op. cit. . pp. 255*261«-. 
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organlzatloxis and the spaclflo aatter of coordination of group effort rather 
I than vlth any underlying principles of cause and effect.^ 

I Fayolf a famous French Industrialist and student of organization, 

responsible for creating great Interest In the need for study of admlnls> 
tratlon and orgaaalzatlon In a scientific laanner, vas priiaarlly Interested 
In the adalnlstratlon and the analysis of business and Industrial operation 
In teim of functions. While his Interest In principles nay have been sec- 
ondary his authoritative vork lists twelve adaiinistrative principles euad 
I sixteen administrative duties.^ 

Taylor, In addition to being considered a pioneer In the field of 
scientific management and time and motion study, was also a student of or- 
ganization and dealt at length with the organizational principles of special- 
ization and functionalism. ^ Gralcunas, a French management consultant, al- 
though Interested In principles of organization In general, vas specifically 
concerned with the "span of control" and his "Eelatlonships in Organization" 

Is widely accepted as an authoritative treatment of this principle.^® 

In addition to the authorities who have been concerned. In part or 
In entlirety, with principles of organization In a pure or theoretical sense, 
there are a number of authors who have discussed these matters In terms of 

i '^Mary Parker FoUet, "The Process of Control," Papers on the Science 

of Administration , ed. by Luther Gullck and L. Urwick (3d ed.; New York: 

I Institute of Public Administration, 195^^), Part VIII, pp. I61-169. 

®Henrl Fayol, Industrial and General Administration , cited In L. 
TJrwlck, The Elements of Administration ^Nev York; Sarper and Brothers, 19^3)# 

I P. 19. 

Frederick W. Taylor, Shop Management (Kew York: Hhrper and Brothers,! 

1911). 

^®V. A. Gralcunas, "Eelatlonships in Orgemlzatlon," Papers on the 
Science of AdMnlstimtlon. ed. by Luther Gullck and L. Urwick (3d ed. ; Eew 
York: Institute of Public Administration, 195^) > Part X, pp. 183-187. 
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analysis and correlation from either an academic or practical point of view. 

I 

j Urvlck^ an author and lecturer In the field of organization, made a 

j 

detailed analysis and ccmuparlson of the vork of various authors In this area 
I and lists a total of fifty-eight elements or principles of organization and 
I administration.^ Another author and recognized authority In this field Is 

J 

Gullck, ^o In company with Urwlck edited Papers on the Science of Admlnls - 
12 

tratlon . While this book Is primarily a compilation of best readings In 
I the field and no new principles are evolved, existing and recognized prln- 
! clples are very ably discussed. GlUmor's A Practical Manual of Organization 
Is a statement of principles emd a discussion of their application In modem 

l^ 

I Industry. In addition to the Individuals mentioned there Is a host of 

'I 

'l other authors, educators, military men, management consultants, and buslness- 

li 

I men who have discussed the principles of organization. 

There Is a wealth of information available in this field. In many 
areas there Is substantial agreezaent as to what constitutes a principle; In 
' others there Is a lack of agreement and consonance as to what principles are. 

Perhaps the difference Is the result of various approaches or objectives of 
I the authors. In part it Is occasioned by the breadth or limits which are 
ascribed to a principle. To find such disagreement and latitude In an In- 
stitution so pexvaslve and ancient Is a source of some dismay. There Is, 

! 

j however, a substantial body of agreement among recognized authorities. The 

discussion which follows has been a problem primarily in the isolation and 

grouping of principles which appear to overlap and to be abstract. The 
— 

I ^L. Urwlck, The Elements of Administration (New York: Harper and 

ij Brothers, 19^3), PP* 119-129. 

I ^Luther Gullck and L. Urwlck (ed.). Papers on the Science of Ad - 

I ministration (3d ed.; New York: Ixxstltute of Public Administration, 195**-) * 

^Glllmor, op. clt. . 58 PP* 
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subsequent aaremgeaent Is arbitrary for the- reason that the best authorities 
themselves are not In conq>lete agreement as to hov the field may be divided. 
The principles vhlch are discussed here&ifter are those \dilch appear to be 
pre-eminent . 



CHAPTER II 



I 



PRINCIPLES OP ORGANIZATION 



I Authority eind Responsibility 

Any discussion of the principles of organization has as Its genesis 
the elements of authority and responsibility. While the tvo terms are dls- 
I tlnct they are Inseparably linked. Authority Is the legal power to command. 

Authority Implies two elements — that of legal Jurisdiction and that of ability 
|| to command or to direct. Responsibility comes from the word "zesponse," and 
connotes the assuBg;)tlon of a duty to respond and the assun^tlon of accounta- i 

i ! 

I! blllty for the performance of assigned responsibility. Authority and rospon- ^ 

i I 

j| slblllty are both Inherent In group efforts. 

'I 

Petersen and Plowman hare the following to say of authority as It 
I applies to business organization. 

In authority lies the origin of leadership and the right by which It Is 
exercised. In all business enterprises the presence and effect of au*- 
thorlty are Identical In kind, though variable In scope and degree. By 
reason of Its pervasiveness as well as Its Indlspensablllty, authority 
can properly be recognized as a principle. Authority In a business \ 

organization Is the right to perform certain organic functions of manage- 
ment. When these organic functions are reduced to their essential ele- 
ments the right of executive authority divides Itself Into six categories 
or elements. These are the rights to plem, to decide, to organize, to 
command, to enforce and to coordinate.!^ 

Petersen and Plowman discuss responsibility In these terms. 

In civilized society It Is recognized that every right carries with It 
an associated obligation or duty. The elements of authority are rights 
and powers. It follows, then, that the delegation of authority to 
I managerial executives looses obligations as well. Such obligations are 



!^lmore Petersen and Grosvenor E. Plowman, Business Organization 
and Management (Chicago: Richard D. Irwin, Inc., 19 ^ 9 ) > P» 66 . 
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CEilled "responsibilities." Since responsibility is coextensive vith 
authority, it, too, xaay bo recognized as a principle. Responsibility 
Etay be defined as "the obligation and the duty of compliance and 

obedience . "^5 

Authority and responsibility are omnipresent in every foixi of con- 
certed effort and are the slne^ of organization. These elements exist in 
the organization of a ship, a business entexprlse, a symphony orchestra or 
in a football team. They likewise exist in individual forms of endeavor such 
as driving a bus, delivering a newspaper, or teaching school. Much has been 
written about these principles, and there is substantial agreement as to 
their existence and application. 

Mooney deals with authority and responsibility under his first prin- 
ciple which he calls "coordination." 

Coordination, therefojre, is the orderly arrangement of group efforts, 
to provide unity of action in the pursuit of a common purpose. As 
coordination is the all inclusive principle of orgemlzatlon it must have 
its own principle and foundation in authority, or the supreme coordina- 
tion power. Always, in every fora of organization, this supreme au- 
thority must rest someirtiere, else there woiild be no directive for any 
coordinated effort.^® 

Brown, who has written at some length about authority and the nature 
of responsibility, seems to be chiefly concerned with the responsibility 
which is engendered by a grant of authority and the intimate and necessary 
relationship which exists between the two. He views responsibility in a 
dual sense. On the one hand, it denotes the definition of a part or role to 
be performed. On the other, it denotes the obligation for the performance 
of that part. The concept of Brown in respect to authority and responsi- 
bility^'^ is dogmatic and si)eciflc and can bo siunmarized by the following. 



^^petersen and Plowman, op. cit. . p. 69. 
^^ooney, op. cit. » pp. 5> 6. 

^*^Brown, op. cit. . Chapter II. 
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A person clothed with a responsibility mst hare the means to perform 
It. Let this meems be called authority. 



Responsibility ceuinot exist without the authority to execute it, how- 
ever much it may purport to do so. Authority is commensurate with re- 
sponsibility. The ireverse - Authority without responsibility, or au- 
thority in excess of responsibility - is, of course, equally inconcelve 
able. 



Authority is the power of performance of responsibility. 



The acceptance of a responsibility creates an equivalent obligation 
for its performance. 



Responsibility inheres exclusively in individuals. 

In each responsibility is inherent an equivalent authority. 

Fayol has this to say about authority and responsibility: 

Authority is the right to give orders and the power to exact obedience. 
Authority is not to be conceived of apart from responsibility, that is 
apart from sanction. Responsibility is a corollary of authority, it is 
a natural consequence and essential counteipart and wheresoever an au- 
thority is exercised responsibility arises. ^9 

Urwlek dlsctisses authority emd responsibility as follows: 

To hold a group or individual accountable for activities of any kind 
without assigning to him or them the necessary authority to discharge 
that responsibility is manifestly both unsatisfactory and inequitable. 

It is of great ixportance to smooth workLiig that at all levels authority 
and responsibility should be coterminous and coequal. 

A review of what leading authorities have to say about the principles 

of respoiuslbllity and authority indicates continuity and agreement. Perhaps 

one of the best and most concise bits of advice for an administrator peirtaln- 

ing to authority and responsibility and containing certain minimum essential 

elements are the following two principles or suggestions. 

1. The responsibilities assigned to a unit of an organization should 
be sx^eclflcally clear-cut and understood. 

2. Responsibility for a function should be matched by the authority 



^®Brown, op. eit. . pp. 18-24. 



19Fayol, op. cit., p. 20. 
^®Urwlck, op. cit. . p. 46 



-r * - lo ^ ft 



’ i. } W ^ r 1 r' ^ f 
-.f - - . . - ^ * . I 




» ; .4 .w..' «a .» 09 • T 

'• ' S'fj ^;fck 



i f j -r k * I ^ ^ 0^ 

' MJ x-i: 

• 4 - JL ^^9% t[9 



L A , *• ► - * 



V*ft 



« «4»^ \ 



jtj -«L-4<r .* '•' 



»■ 



•-U » wir 

4« ' W* 



tJi %’- *• 



. • f 'i-** ^ 

: I V .> • » i • I. •> 



« I # f • » 1 






^•..^ ^ •-' i**« »^»-‘-. . 4iU ' "i 

ij ^ X'* ' ' * •' JT'* r*'''-* .* "i-* r* * 

%'. ■ t..^ o —• V- •ri.'mtS»'^- * »i • • 

... •ft '»M s* . **^^*^ ““ • 

• «• ’J^'* 



i.jr ^‘jfX~ c •• o' 
10.* * If •J’rr09 

‘- - r- ■ *. •• ■'• ^sa4i*'A 

■ • <T ' ‘t mJL'^ 

• ff '.mtf* ,« ’■■; 

* ^ ■ Ut •< • 



V* 






I ffM 



« .--*i • 



«• » f. 



f -- 



, »4kW ■ 

- p-:*- i> ^4 ' 

VtfX T'r 

4 ^ • - ♦ ♦ y ♦ ^ ^ 

r~~: 0 <^Hi^ *• 1' » ■ tl^ ^ • 



fj -* ^ » 0j ^V 

^ %|U 4* t :rf-«‘5 *.'-»• 

I M*^*. *^ -’ i 

• 0 ' • ^ 

» 







( *r',»I n ". i 



• OI 1 8 



. . r9 '1^* 



i 

c 



t *1 # ■ ; ~ • 1 • 



> * « ; r *1 '*1«I » » . i 

I ^ 1* 






• ilj9 ^ 



0 * ' •* '"r - 



^ •* 



. »,' ^ i< . i} - ' 



9 



^ necessary to perform It.^ 

Functionalism 

A basic characteristic of organization Is that work Is dlrlded. 
Whenever many Individuals are working together best resxilts are obtained 
■vdien an apportionment of duties and responsibilities exists. Why should 
this be so? Gullck lists four reasons. 

1. Because men differ In nature, capacity and skill. 

2. Because one msm cannot be in two places at the same time. 

3. Because one man cannot do two things at the same time. 

h. Because the range of knowledge and skill is so great that a man 

cannot within his life-span know more than a small fraction of It. 

1 In other words it is a question of human nat\ire, time and space. 22 

Undoubtedly theore are other reasons why work should be divided. 

I Suffice it to say that division of work or functionalism is an established 
! and primary attribute of organization effort. Mooney, who considered this 
' principle one of a trinity, defines functionalism as "a distinction between 
kinds of duties” and Illustrates this distinction by reference to the dis- 
tinction between officers of the infantry and officers of the artillery. ^3 
Brown considers functionalism as a partition or differentiation of respon- 
siblUty by quality." To Urwlck functionalism Is a "dividing up of activ- 
Itles as to kinds. "^5 

Petersen and Plowman refer to functionalism as departmentatlon and 

j state : 

^^Amy Service Forces, Control Division, Headquarters, Control 
Manual . Volume II, Basic Principles of Organization (19^3)> pp. 1-^. 

^^Luther G\xUck, "Notes on the Theory of Organization," in Gullck 
and Urwlck, op. clt. . Part I, p. 3 * 

^3|tooney, op. cit. . p. 25. 

^^rown, op. clt. . p. 15^. 



^^urvick, op. clt. . p. 56 
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Departraentatlon Is a major principle in tbs theozy of business organi- 
zation. It may be defined as the "dividing and arranging of the man- 
aging and vorklng forces, together vlth the processes Involved, of a 
business enterprise Into specialized imits or groups." Departmentatlon 
Includes the combining of activities for the puz^se of harmonious and 
efficient operation, thus embracing the principles of functionalization 
and coordination. The purpose of departmentatlon Is three-fold j (1) to 
specialize executive activity, (2) to sliapllfy the tasks of management, 
and (3) to grovq? employees for the purpose of direction amd contz^l. 



The vhole principle of departmentatlon rests upon a foundation of ex- 
peditious performance. Therefore by grouping employees under respon- 
sible unit heads, each sphere of executive activity Is narrowed to Halts 
commensurate vlth Hzmagerlal capacity. 26 

The principle of functionalism although called by other rmuass such 
as division of work, functional differentiation, or departmentatlon Is a 
principle of organization which Is subject to common acceptance and agree- 
ments. Disagreement exists not as to its existence but as to Its applica- 
tion. In every fora of organization there is an objective or number of ob- 
jectives, broad or narrow, to which coniblned effort Is directed. Attainment 
of these objectives requires the performance of many subordinate tasks. Es- 
sentially functionalism is a subdivision of the objectives of an organization 
Into snny conponent parts and grouping these related and Interdependent 
activities or tasks into a logical arrangement. At the heart of the prin- 
ciple of functionalism Is an lntezp>retatlon of the word "logical." What 
appears logical to one Individual may appear Illogical to another. That 
which Is logical obviously depends on the objectives, the type and size of 
the enterprise and on many other elements. 

Certain authors have been specific as to how functions should be 
divided and organizationally assigned. Fayol says "we can divide all of 
the operations which occur In a business organization Into the following 
six groups": (1) Technical operations, (2) commercial operations, (3) fi- 

nancial operations, (4) security operatloiw, (5) accounting operations. 



^^Petersen and Plowman, op. clt. . pp. 200,201 
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(6) administrative operations. 

Taylor, vho has had a profound effect on modem Industrial nanagement, 
has pronoxinced ideas about the division of labor. Iftille his vievs are soms* 
vhat ertreoe it is ho vho is credited vlth Introducing the term "functional 
organization." Els functional orgamlzatlon has a close relationship to the 
principles of "span of control" and "specialization." His ideas nay be sum- 
marized as follows. 

Throughout the whole field of management the military type of organiza- 
tion should be abandoned, and vhat may be called "the functional type" 
substituted In Its place. "Functional management" coxislsts in so divid- 
ing the work of management that each man from the assistant superintend- 
ent down shall have as few functions as possible to perform. If practi- 
cable the work of each man Jji the management should be confined to the 
performance of a single leading function. 28 

The American Meinagement Association in a discussion of the functional 
assignment of duties and of authority and responsibility necessary for ac- 
complishment have this to say. 

The functions or Job contents necessary to reach objectives must be 
defined. This step is governed by two precepts. (1) Define duties 
clearly. (2) The work of each man in the manageiaent should be con- 
fined to the performance of a single leading function. 

The ideas of Taylor in respect to complete emphasis on a detailed 
division of work by function have not been universally accepted. He visu- 
alized the operation of a shop as requiring the performance of eight functions 
and an individual working in a shop would have eight different functional 
bosses dependent upon the function being performed at a particular tlm». 
Obviously it is with dlfflciilty and confusion that one workman can serve 



^^Henrl Fayol, Industrial and General Administration » cited in 
Ealph C« Davis, The Fundguimntals of Ton Management (Hew York; Harper and 
Brothers, 1951K P* 15^* 

^®Taylor, op. clt.. p. 99* 

^^Emest Dale, Plaiming and Developing the Company Organization 
Structure (Besearch Boport No. 20, American Management Association Clfew 
York, 1952J), p. l4l. 
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eight different laasters. 

A mtidber of other author* hare discussed the matter of assignment of 
functions. The foUovlng ccsaments are representatlre . 

Define duties clearly. 3® 

No function should he assigned to acre than one Independent unit of an 
organlzatlcoi. Orerlapplng responsihllity vill cause confusion and de- 
lay. 31 

When a nesiber of an organization is pleiced in a position vlth duties ill 
defined in their zmlatlon to other duties vhat happens? Naturally he 
atteopts to make his ovn Intezpretatlon of those duties and^ where he 
can^ to Is^se this view on those about hia. In this process he en- 
counters others in slstllar cases, with friction and lack of coordination 
as the inewltable result. 3^ 

TunctlonollsiB in essence is a dlTlslon, classification and grouping 
of the essentled. tasks which an organization Bust perform to attain objec- 
tires. To this writer it appears that there are two attributes of this 
principle which should be recognized in its application. 

1. The loanner in which work is dlwlded aiaong cosq^onents of an or- 
ganization should not be a siatter of happenstance. Functions 
shoxild be assigned to component parts of an organization as the 
result of careful deliberation and in terms of logic and con- 
sistency. 

2. There are a nuniber of criteria which may be used in detenalning 

how functions may be assigned. Some of these criteria Include 
the following: the objectlTO or purpose to be attained, the 

function, the size of the organization, \mlty of purpose, as- 
sociation, coipetltlon, executive Interest, the degree of kin- 
dredness or dissimilarity from other assigned functions, co- 
ordination, policy control, skill required, skill available, 
essentiality, the product, the process, geography, customers, 
volume of work or work schedule. 



•30 

lenri Fayol, Industrial and General Administration . cited in 
Uivlck, OP. cit. . p. 5^. 

3^Ansy Service Forces, Control Division, op. cit. . p. 2. 
32Mooney, op. cit.. pp. 29*30. 
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I; Tbe Scalar Principle 

I 

The scalar principle or the scalar or scaliform process as it is 
I soiastimes called is a principle vhich is as old as the hills and vhlch exists 
' in every fora of organization. This principle refers to the delegation of 
authority and responsibility downward through a series of steps or levels in 
I pyramidal fashion from the top source of authority throughout the organiza- 
tion. A classic Illustration which is frequently used to explain the opera- 
I tlon of the principle is taken from the book of Exodus. According to the 
biblical reference, Moses was leading the children of Israel through the 
wilderness and was staggered by the burden of governing and Judging, in his 
own person, all the people. Moses turned to his father-in-law, Jethro, for 
I advice. Jethro observed his methods, saw what was wrong and said: 

. . . The thing that thou does is not good. Thou wilt surely wear 
away, both thou, and this people that is with thee; thou art not 
able to perform it thyself alone. ... So Moses chose able men 
out of all Israel, and made them heads over the people, rulers of 
thousands, rulers of hundreds, rulers of fifties and rulers of tens. 

And they Judged the people at all seasons; the hard cases they 
brought unto Moses, but every small matter they Judged themselves. 33 

Origin of the term, scalar, is obscure. Mooney has treated the 

principle at soiae length and points out that the scalar principle is the 

same form in organization that is sometimes called hlerarchlal. 

The common Is^iression regards this scale or chain merely as a "type" 
of organization, characteristic only of the vaster institutions of 
government, army, church and industry. This impression is erroneous. 

It is likewise misleading, for it seems to ijsply that the scalar chain 
in organization lacks xmiversallty. These great organizations differ 
from others only in that the chain is longer. The truth is that wher- 
j ever we find an organization oven of two people, related as sui>erior 

j and subordinate, we have the scalar principle. 3^ 

The exception principle which was expounded by Taylor is very closely 



33Exod. l8; 17-26. 

3^ooney, op. cit. . pp. l4-15. 



II 



r 



_ 

-I' ^ 

k/lUkM D Ml' Uk t** 4 i - M i #%£iti‘ 

Y ^ " ’ iM >0^ * ‘ju^ I -< t ’ * '’ . . -i ^ - 4 ‘ . »ti* *tl* '* > ^ iJ 

_ 

I • * wf _ ‘ ■» . 1^ JlPiilCr ^ 

j ~ * €> r *♦ ^ '• ^ ^ I 

^|. » i. « '" • ■ _ • t ^ ♦— i^‘ • • • I '"• * iX « > t i -» .«Si*i^ 

•• ^ • I. 5 c- -'i^ I 

^r »^^ft • ' -W-'wo 4i^ , ■• .• * *• ? ii<flfl j 

0^1 * i* 4^W’ -^UL«i 3 *- ll^'* ' • •♦•-fr' 4 9 ^ .• TW '^’ ‘^OV 



i 

4 ■ i 4 ^ > tjL d a 



-radLf ^ "*• ^ • rf- .!• •• li^ 

;l i-f ^ • *’^ ♦• »V I ifcl ill miJ ***.*^^. * ^ 



- «i If ;-dU' ■- ••J l:i , -*,^ *V-^ 

* HP %4- 4y| t#‘* ^ ■ I "w • ©4^) 

^ .•• . * , . ^ 14 ^' • . ^ ‘-'f qg % 0 tP * . 14 ^ '♦ *19 

. ^* • « * i ♦ **^ *^ " • "% > t *♦ - » 

• •*♦•:♦ * . ^ # ♦ ^ — ,; ^ 4 ib ^ f 

<)• '^.1 ■ r » ♦ *1^ ^99 i Vl4 

^ ^ e . ^■. la ) * ‘f ‘* 9 * 

r , ..»=» • ‘ - .HU • ♦ . i ® 4 -p - ^ ^ m ' ♦ I - 

,, j •» %ft* ^ •€#•*'* 

^ , , ■ — .,* Jf'< #•«* ,' * • . ' I# 4 ^T 

J** *• -♦* "«•- * ■ 'I I « I * ' i iif " T& ^ 

* IT ~ ^ ^ ^ ite ■• 4 fr w*# I*' i< 

^ ^ ^ 14 • ^ t-ji 4 

** - **T* "'k l«^ ► -— • u *»i«* te. A t ^•'titn T» c^ 

-^‘ . ,“ -V* .m - ' ‘i ' •> . . iT 4 ' “T 

•■ _ ~-**,»,^ , ^ •#* ••►** • t »MB_ .Mi' ^*’ ' 

>,.K. 'I f ^ ’ 





• ^ *v 



)t 






I, ■ ) -n ,«^ 



l 4 Mh. 



* 41 






related to, if not Identical vlth, tbe scalar principle and the delegation 

of responsibility T^ch Is lopllclt In tbe process. 

It Is not an uncomnon sight, though a sad one, to see the head of a 
large business fairly svas^d at his desk vlth an ocean of reports and 
letters, on each of which he thinks he should put his Initials or stai^p. 
He feels that by having this nass of detail pass over his desk he Is 
keeping In close touch with the entire business. The exception prin- 
ciple is the very reverse of this, leaving hin free to consider the 
broader lines of policy and to study tbe character and fitness of the 
oore important men under him. 35 

At another point Taylor in expanding the exception principle states 
as follows: 

The manager should receive only condensed, siumaarlzed, and invariable 
coa^arative reports, covering, however, all of the elements entering 
into the aanageoent, and even these summaries should be carefully gone 
over by an assistant before they reach tbe manager, and have all the 
exceptions to the past averages or to the standards pointed out, both 
the especially good and the especially bad exceptions, thus giving him 
in a few minutes a full view of the progress which is being made or the 
re verse. 3 d 

The scalar principle in operation appears to be a process which Is 
\inlversal and applies to every organization la3rge or small. Effort is co- 
ordinated and passed downward in a series of steps in scale fashion. Es- 
sentially It refers to tbe horizontal layers of supervision In an organiza- 
tion. While this process Is closely related to the matter of delegation, a 
distinction Is made between tbe two by most authors. The scalar principle 
Is a basic concept which conceros a process or method which Is universally 
accepted, which is as old as history Itself and which explains the basic 
organizational facts of life as iregards Its composition, method of operation 
and internal arrangement. 



35raylor, op. clt.. p. 126. 
3^aylor, op. clt. . p. 126. 
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The Span of Control 

Span of control la a principle of organization vhich serres to 
restrict the number of individuals reporting directly to a single superior 
to a number wMch can he effectively coordinated and directed by one poarson. 
As Gullch states: 

Just as the hand of a nan can span only a limited number of notes on 
the piano ^ so the mind and vlU of a man can span but a limited muaber 
of immediate managerial contacts. 3T 

Use of the term "span of control," is widespread and frequently 
appears in textbooks on administration and in the works of authors discuss- 
ing administrative and organizational matters. While there is conq)lete 
unanimity as to the existence of this principle and the inherent difficul- 
ties which lie in the effective supervision of functions which have been 
delegated broadly, there is not ccmiplete agreement among authorities as to 
the number of subordinates which should report to a single superior. 

Sir Ian Hamilton e:i^res8ed this principle and Its application as 

follows: 

If a man divides the whole of his work into two branches and delegates 
his responsibility, freely and properly, to two escperienced heads of 
branches he will not have enough to do. The occasions when they would 
have to refer to him would be too few to keep him fully occupied. If 
he delegates to three heads he will be kept fairly busy whilst six heads 
of branches will give most bosses a ten hours* day. Those data are the 
results of centuries of the experiences of soldiers. 3^ 

Clausewltz, whose concept of the principles of war is classical and 
who has had profouxid effect on students of military strategy and tactics, 
exhibited great Interest in organizational concepts. He states: 



3^Gulick, op. cit. , p. ?♦ 

3%lr Ian Hamilton, The Soul and Body of am Army , quoted in Brown, 
op. cit. . p. 125 . 
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First vs mast obserre that great bodies must be split into more parts 
than smaller ones, in order to be made sufficiently handy, and that 
smallor bodies vlth too many subdlyisions or branches are not easy to 
handle. It is better not to divide an Amy into less than 6 parts. 

If other circumstances require it the number of parts may be increased 
[ to nine or ten. 39 

When authority and responsibility are delegated to a subordinate 

I there are numerous relations vhich eire auton»tlcally created that of the 

superior and the subordinate, and that of each subordinate with each other 

subordinate. Gralcunas has worked out the compleslty of these relationships 

mathematically.^ Urwlck in analysis of the work of Gralcunas states: 

1 No superior can supervise dlmctly the work of more than five or, at 
I the most, sir subordinates whose work interlocks. The reason for this 

is simple. What is supervised is not only the Indivldxials, but the 
permutations and combinations of the relationships between them. And 
while the former increase in artthmetical progression with the addition 
of each fresh subordinate, the latter increase by geometriceil progression. 
If a superior adds a sixth to five Immediate subordinates he increases 
his opportunity of delegation by 20 per cent, but he adds over 100 per 
i cent to the nu^er of relationships he has to take into account. Because 

ultimately it is based on the limitations imposed by the human span of 
attention, this principle is called The Span of Control. 

! While an arbitrary position can not be taken in respect to the number 

, of subordinates to whom authority and responsibility is delegated, it is 

essential that the admlMstrator recogxilze the problems and limitations 

j inherent in the delegation of authority and responsibility. 

One additional point should be made in ireference to the span of con** 
trol. The span of control and the number of supervisory levels of the or- 
ganization are Interrelated. The smaller the span, the greater number of 
I levels. If the number of levels is too great, communication is is^ded, 
unity Is Jeopardized and the organization tends to become cxunbersome and 
' inflexible. 



3%arl von Clausewltz, On War , quoted in Brown, op. cit., p. 124. 
^*Ajralcunas, op. cit. , jq>. I83-I87. 

^%rwick, op. cit. . p. 53. 
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What should be recognized in tbs application of this principle Is 
that nunerous factors or ■variables such as -the degree of sliailarity or dis- 
similarity In the vork, -the extent to vhich work can be Bieasured^ the capac- 
ity of the st^rlor and subordinate and the coc^lexlty and number of functions 
which aie delegated have a bearing on the degree of supervision and coordina- 
tion which Is necessary. What can be stated Is this: The more complex^ 

Important and diverse becomes the work of subordlna-tes, the greater the 
degree of confusion emd Indirection which may result and the greater the 
need for effective supervision and coordination. 

Delegation 

To delegate Is to entirust to the care or managezaent of another. 
Delegation Is a process whereby authority, responsibility and accountability 
are distributed or parceled out to subordinate meoibers of an organization. 
Delegation as a principle of organization Is present In e-very form and type 
of group endeavor. Delegation Is a means by which work Is divided and as- 
signed emd by which results are achieved. Attainment of an objective would 
not be possible In any significant group \mderteiklng If -the element of dele- 
gation were not present. Furthermore, failure to apply this principle ap- 
propriately because of omission, duplication, failure to specify and define 
or by undue restriction can be a fundamental cause of management problems. 

Delegation as a principle of organization Is Inseparably linked, and 
perhaps indistinguishable, from the scalar, the span of control and the func- 
tional principles. A consideiration of this matter will Indicate that the 
scalar principle Is a delegation of responsibility and authority by levels 
In a vertical manner throughout an orgaiiizatlon, that the span of control 
Implies a delegation of authority and responsibility In a horizontal manner, 
and that the functional principle pertains to the grouping and assignment of 
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j teisks vhlch are delegated. The line of demarkatlon between delegation and 
the principles previously discussed may be nonexistent in that these prin- 
ciples may be but subordinate parts of the entire matter of delegation and 
aare merely different methods of applying one fundamental principle. In fact 
Lepavsky Indicates that theare aare but two useful and tested parecepts of or- 
gaaiizatlon and Includes the concept of "unity of command" which requiai^s 

I eveary aaember of an organization to be aresponslble to only one superior, 

! foUowlaig the theoary that a man can not searve moa:^ than one master, and the 

i parecept of "delegation of a:«8ponslbility" which arequlares a clear-cut assign- 

! ho 

ment of duties to suboardlaaate Individuals.^'^ 

Davis looks on delegation In tearms of the division aaad placement of 

I 

I authority. These matters of division and placement aare vea:y closely a:«lated 

! 

I to the ptlnclples of specialization and decentralization. Davis has this to 

I say about delegation: 

I A delegate Is a person who Is appointed to areparesent and act for another 

I ... The parocess of delegation Is one wheai^by certain of the executive's 

functloias, arespoaaslblUtles and authority aare areleased and committed to 
deslgiaated suboz^inate positions. The appointment of an Individual to a 
Job and his acceptance of the obllgatloais associated with It entitle him 
to use the coarrespondlaag authority for the d\mition of his appointment. . 
. . Delegation enables the principal eacecutive to eactend his abilities 
beyond the limits of his personal powers. It makes it possible for an 
executive to accos^llsh successfully a mission that exceeds laany times 
his Immediate, persoaial limits of time, physical energy, and knowledge. 
The delegations of x«sponslblllty and authority usually are made slmul- 
teineously, since the latter is a derivative of the fonaer.^3 

There are several facets to the principle of delegation which merit 
recognition. It has long been a tredltlon in milltaaT affairs that responsi- 
bility can not be delegated. The commanding officer of a ship Is master and 
this unitary authoirtty boars full responsibility for the acts of all subordl- 



^^Albert Lepawsky, Administration (BTew Tork: Alfred A. Saopf, 19^9 )> 

p. V 13 . 

^^Balph C. Davis, The Fundamentals of Top Management (Now York: 
ffiuTper and Brothers, 1951 )> P» 293* 
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natea and the safety of his ship. This view Is ccaanonly held. Mooney has 
this to say about delegation: 

Delegation laeains the conferring of a specified authority by a higher 
authority. In its essence it Inrolves a dual responsibility. The one 
to vhom responsibility is delegated becomes responsible to the superior 
for doing the Job, but the superior remains responsible for getting the 
Job done. This principle of delegation is the center of all processes 
in formal organization. Delegation is inherent in the very nature of 
the relation between superior and subordinate. The moiaent the obJectlTS 
calls for the organized effort of more than one person, there is always 
leadership with its delegation of duties.^ 

To Mooney, delegation is a one-way street in the sense that authority but 
not responsibility nay be delegated. Brown also holds to this same view 
emd after an extensive discussion of the delegation of responsibility con- 
cludes "a principal docs not, by delegation, divest himself of responsibll- 




j It is the opinion of the widter that responsibility can and mist be 

! 

delegated and that many positions in an organization should be given a degree 
of autonomy. The organization which does not delegate limits its effective- 
ness to the abilities and energies of a few men. Perhaps in €tn ultimate 
' sense responsibility cannot be completely delegated but certainly this ele- 
ment can be transferred to the extent that a subordinate feels a great re- 
sponsibility and proceeds on the basis that a responsibility is individual 
I rather than Joint. 

Another facet of delegation is the matter of subdelegation. If a 
i| function which is broad is delegated, undoubtedly there will be a subdelega- 
tion of part if not all of the function in question. An eatemative to this 
subdelegation would be to divide the function and delegate each part sepa- 
I rately to different individuals. The issue which is raised is that of 

^*\looney, op. cit. . p. 17. 

**’^rown, op. cit. . p. 35* 
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subdelegation vs. 6in increase in the span of control. Delegation exists by 
either means but the results are not the same. In one instance performance 
will be at a level removed from the superior; in the other instance the ne- 
cessity for supervision rests with the superior. The point is made that 
either of these opposing methods can be carried to an absurdity and that an 
enlightened administrator will recognize that these two methods exist, are in 
opposition, and that a measure of balance and consonance between the two shoulc. 
be established. 

Delegation is a transfer or grant of authority or responsibility, and , 

I 

that which has been granted may be recaptured. 

An additional aspect of delegation is that of the necessity for su- 
pervision of that which has been delegated. If authority and responsibility 
are delegated it is the opinion of most authors that there is imposed upon 
the superior a duty to supervise, to review, and to evaluate the performance 
of the delegee, and it is this element of supervision which poses some serious 
and nebulous problems. To what extent should supervision be exercised? It 
is only pointed out that there can be such a thing as too much supervision as 
well as too little supervision and that either in the extreme is undesirable 
and conducive to a loss of efficiency and good relations. There are so many 
variables in this lB 5 >ortant matter that intuition nay bo the only guide. 

Delegation as a principle is the very essence of good organization 
and administration and the principle is as broad and universal as group en- 
deavor. In stmmary the following essentials seem to be pre-eminent. 

1. Authority should be comnensurate with responsibility. 

2. Delegation of authority and responsibility should be accompanied 
by clear and well defined llaits in order that no misunderstand- 
ing results. 

3. Effective administration requires a proper balance between that 
which is delegated and that which is retained. It is as grievous 
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to delegate too auch as too little. Too nuch delegation can be a 
disaster and too little delegation can be a catcuitrophe . 

Line and Staff 

A tezm or concept comonly used In referring to principles of organi- 
zation Is that of "line and staff." The term has several shades of meaning i 

I 

and Is variously used to describe a type of organizational arrangement or a 
type of duty or kind of service that Is rendered. In other instances the 
xaeanlng vhlch Is ascribed refers to a relationship ^dilch exists betveen com- 
ponents of an organization or to the relationship existing betveen members 
vlthln a group. These concepts Indicated by the term probably have existed 
since people first engaged In coordinated effort. It appears that the term 
vas first used In the eighteenth century and applied^ in a collective sense ^ 
to all military officers vho vere In direct contact with their commander- In- 
chlef . Admittedly the staff conception has been borroved from military life 
where the term Is used In a dual sense. The vider sense applies to special- 
ized troops emd services. The narrow meaning refers to selected officers vho 
assist a commander In carrying out the functions of his command. In army 
organization these two groiqps have different functions and relationships. 

Hbfv Is group effort to be combined and organized? In terms of pur- 
pose, major process, by clientele or by type of material, by place, by 
function or by sone other measure? In essence thxee basic types of organiza- 
tion are In existence: (1) the line organization; (2) the functional organi- 

zation; and (3) the line and staff organization. Some authorities would add 
a fourth type — that of committee. A line organization Is based on relative 
authority and responsibility. In a line organization authority flows directly 
down from one level to another and each recipient of authority Is responsible 
to the next superior directly in line. organization Is held together by 

levels of authority rather than by the nature of the duty or function performep. 
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A functional organization is one which has developed in tens of the 
kind of activity or group of related activities which are perfoned. Each 
executive is responsible for a function and is entrusted with authority to 
supervise and direct assigned persoxmel who perform the respective function. 

I 

The functional organization is an application of specialization. Specialists 
hec<mM) executives in charge of functions. There are distinct advantages and 
I pronounced disadvantages in each type of organization when it exists in ptire 
form. A line and staff organization is one which contains elements of both 
I the line type and the functional typo. Historically the line and staff type 
is an outgrowth of the line type. Throughout such an organization there 
exists a line of conmnd and authority \dilch extends downward. To assist 
line executives in discharging their duties there is a staff of functional 
I specialists whose Job is to furnish specialized or advisory service and to 
I advise and assist the executives. 

Mooney distinguishes between the line and staff on the basis of 
functions performed. 

Staff service in organization means the service of advice or counsel, 
as distinguished from the function of authority or comoiand. This 
service has three phases which appear in a clearly Integrated relation; 
the informative, the advisory, and the supervisory. The informative 
phase refers to those things which authority should know in framing 
its decisions; the advisory, to the actual counsel based on such in- 
formation j the supervisory, to both preceding phases as applied to all 
the details of execution. The point is that the line represents the 
authority of man; the staff, the authority of ideas. The staff is 
purely an auxiliary service. Its function is to be informative and 
advisory with respect to both plans and their execution. This is 
implicit in the word "staff" which is something to support or lean 
upon but without authority to decide or initiate. ^6 

1 

While a number of writers emphasize that the relation of the staff to 
other departments is advisory, other writers conceive of a staff in terms of 
specialization. To Taylor the dominating idea is that of specialization and 



^^ooney, op. cit. . pp. 33*3^ • 



I 



• * .f ¥>■ , 

' - . • im • I 

^ Q' . 9 

^4- ^ . 

mifQ w ' * ^ 

Ph— -,r; i 



Ch'H> ^ *rf**3T. * • 

iM ‘w » •Jri## ! 

^ ^ 1 * f I 4 ^ 4 '* «" ^ * 9 tf '* " 

•(*' ir^'TU* * > 9 ‘-» «► 

■• “*T , r* * f^l*' * ^ 



4» . »r 

»f 0 -1 

*# i. } <S: 



:ii- f 






^. • ^ , •_ , • Y ‘ -I ♦ t & ••- * ri^ .' ' ' i‘ 

^ .4J - • 4 i tJ :*4#|1- O:-^ *X^ «< -*■ r*' 9 

^ ^ii^ nM l V ' i »-’4 M 



i» ■ 



,>«► *^i» «f 



'"TTyf%(ii #*-»' -^'“ ^ • i£** ^ I*- *' 

' • i” lit' . - i ■ • .'• • i = 

• >c 't n*" Ji ■■• • * *‘f ir. * I* <■! •♦, 



• ' > • ! • X‘ ‘4?r 

wi 4- ' ^ I • * ^ 



I 

I 



'W 



^L- a 4. -1 •#- •0{t ^ 



, f a# » - i- i’ jri^* 

-'.•♦f/ f ssr*'»l?:5?^ 4A C .* '• • % ^ 



• ; n 



:r»,i 

-r i‘ / A 



P . 



4A 




•* 




..» jr 




- . 










- 




<• ■ 




.^4 


■ 




" " r» . 


1 ; s 







I . ' • 

‘ i * ' ^ '♦ '-•■’ 

• . X ^ " 



nl 





. ♦ vi ' 




r y •«rr4i* "1 '»< -*{' 


■■ -i •■ . 'f w «“ 


A«|# |ir>f ^«f 


» n #4^' - 


*• ^/ -1^ -rf)* ;*.^ 


•ft ^ 


•ii - 4 «| 



• 



-/ I- 111-' 

• M 

li. * 

'I • ’• ^ i ' 









*€jG^'*V * „ i^ , 

4 i . * . WQ 

iT;-^ ^ id«i**-r' VI 

I,#) «ifc^ 

nri 

• * 4-*: % .**> r^it * ir 

^ CH^ • m-r C O ^1 ^ .i * * •' je^ 






. . . ff 



fi 



•: 

• fiD « ^ *r j \4%> ni • *1 ^ ♦ I 



^ ^Byb:DOciJf — »» • ^ '^-4 - 5 »' 






« » : 



23 



any function vhlch is tpociallzed nay apparently becoiae a staff function. 

Brovn feels that there Is no clear distinction between line and staff and 
that any distinction depends upon particular clrcumtances of administration.^ 
The matter of relationship between line and staff Is the aspect of 
line and staff which Is potentially laost provocatlye and 'idilch Is discussed 
most frequently by writers on organization^ administration and management. 

It Is essential that the functions performed by a staff and the relationship 
of a staff to other parts of an organization be clearly defined. The follow- 
ing appears to sxunmarlze the best that has been written in the field of or- 
ganization and administration In respect to line and staff relationships. 

Four cardinal principles enter Into an understanding of the relation- 
ship between llx» and staff. 

1. Line and staff are jointly responsible for perforzoance. 

2. A staff officer discharges his responsibility by furnishing In- 
formation and advice which he makes available to the line officer 
unselfishly and without thou^t of personal credit for the results 
accomplished. 

3. Although staff executives are charged with responsibilities that 
have to do with Internal administrative phases of the work In their 
own departments, this does not give them direct authority over the 
line forces in subordinate oz^anlzatlon strata, nor does It relieve 
their line superiors of the beuslc responsibility for the results of 
their work. 

4. The line recognizes the purpose and value of the staff and makes 
for full use of Its advice and assistance. In order that the line 
any properly do so the staff must create for itself an authority 
of Ideas, and must, by coi^tence and tact, obtain and Justify the 
line’s confidence. ^9 

The essential elements of line and staff clasaificatlon and the point 
that shovild be remembered by an administrator Is stated In nutshell fashion 
by Gulick. 

The chief value of the line and staff classification Is to point to 

the need (l) of developing an Independent planning agency as an aid 



^’^Taylor, op. clt. . passim . 
^•■^Brown, op. clt. . p. 166. 



W. Smith, Handbook of Business Administration . 
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to the chief executive, and (2) of refusing to inject any elenent of 
administrative authority and control into such an agency. 



50(julick, op. cit., p. 31* 



CHAPTER III 



CONCLUSION 



In the readings which accompanied preparation of this discussion the 
writer has been Inipressed by sereral aspects of the subject. In the first 
place there seems to be a lack of agreement as to what constitutes a prln* 
clple of organization. To some authors a principle Is a broad fundamental 

law that treats and explains a relationship of cause and effect. At the 

i 

I other extreme a principal can be a very specific and practical rule for proper 
operational conduct. Between the two there are several ways In which the 
I principles of organization have been approached. There 1s, however, a fairly 
well defined body of truth or precepts or fundamentals which have guided 

I 

administrators In the coordination of group effort since the beginning of 
i time. The best summary which the writer has encoxintered, and which serves to 
outline the fundamenteil Ideas and concepts Inherent In effective organization, 
Is a series of questions relating to organization cosplled by Bliley. He In- 
dicates that this list Is based on extensive es^rlence and on heavy reliance 
j on other students of the subject, and states: "Most of the principles are as 

well known to executives as the Ten Commandments and as frequently broken." 

1. Has a specific provision been made for the supervision of all es- 
sential activities? 

2. Have any functions been assigned to more than one unit In the or- 
ganization? 

3. Have the responsibilities of any member of the organization become 
too numerous and complex to be handled effectively by a single 
Individual? 

4. Have responsibilities been properly classified when they are grouped 
under any Individual? 

Are the responsibilities assigned to each Individual clearly defined 
emd thoroughly understood? 
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6. Does each executive have authority coioaensurate with his responsl* 
hllity? 

7. Has authority been delegated to the greatest extent possible, con* 
slstent vlth necessary control, so that coordination and decision 
can take place as close as possible to the point of action? 

8. Do executives have more subordinates reporting to then than they can 
supervise and coordinate effectively? 

9. Does each member of the organization knov to whom he reports and who 
reports to him? 

10. Do some Individuals In the orgaxilzatlon report to more than one super* 
visor — or to none? 

11. Is the organization structure recognized by executives in dealing 
with subordinates? 

12. Are the number of levels of authority, or links In the chain of com* 
mand, kept at a minimum? 

13. Do top executives exercise control through attention to policy and 
problems of exceptional importance rather than review of routine 
operations of subordinates? 

14. Are the distinctions between line and functional authority and staff 
work recognized? 

1^. Is the basic pattern of the organization best adapted to the Job at 
hand? 

16. Has adequate provision been made for coordination of related activ- 
ities? 

17. Has the organization been kept as simple as posslble?^^ 

Another aspect of this matter of organization which has Interested 
the writer Is the matter of attributes of good organization as distinct from 
the principles which bind it together. In an ultimate sense the purpose of 
organization is to get a Job done, to attain an objective, or to achieve a 
reward. While a good organization and a successful oi:^anlzation are compat- 
ible, they are not necessarily Identical. Many poor organizations have pros- 
pered and many good organizations have been unsuccessful. As a consequence, 
compliance with the principles of good organization does not ztecessarlly In- 
sure success or attainment of an objective. What can be said without equivo- 
cation Is that adherence to principles of good organization will assist in 
obtaining an objective, will facilitate effective administration, will reduce 
bturdens and confusion and will promote effective control. 
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If coirs)llance vlth principles of good organization is not mandatory 
and these principles are not Inrlolate and sacrosanct, perhaps the criteria 
which should he applied is that of attributes rather than adherence to prin- 
ciple. !The best discussion in the area is considered to be that of Davis, 
who is an authority on business nanageiaent. He lists the following ten at- 
tributes of a good organization. 

1. Effective ezecutive leadership. 

2. Sound objectives and policies. 

3. Sound functional relationships as detenninod by objectives. 

k, Adeq.uate physical Inpleiaentation which will sake possible an eco- 
noialcal and effective aocongjlishnent of objectives. 

A cosiplement of abilities. 

6. Organizational stability. 

7 • Organizational flexibility. 

8. Organizational cax>aclty for growth. 

9* Organizational balance. 

10. Good organizational morale. 52 

I There is one final Inipresslon regarding this matter of organization 

which bears brief discussion. This may, more appropriately, be a matter of 
administration rather than of organization but is a fundamental concept which 
has been obtained in the preparation of this paper. In large part good ad- 
. ministration is a matter of knowledge and awaireness. The best administrator 
I is one who makes the fewest mistakes. A mlsteike can arise from lack of 
' knowledge or because of unawareness. Decisions in regard to organization 
' should be made in terms of knowledge and avaireness and in terms of the 
probable dlzmct and indirect consequences. If an established principle 
I of organization is to be violated, lot it be by design and Intent and not 
xinwittingly. 
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